DEFENSE LOGISTICS AGENCY
THE DEFENSE CONTRACT MANAGEMENT COMMAND
8725 JOHN J. KINGMAN ROAD, SUITE 2533
FT. BELVOIR, VIRGINIA 22060-6221

N Eren 0 AQB SEP 301996

MEMORANDUM FOR COMMANDERS, DEFENSE CONTRACT MANAGEMENT
DISTRICTS
DCMC HEADQUARTERS STAFF

SUBJECT: DCMC Memorandum No. 96-54, Procedures for Command Level Monthly Management
Reviews (MMRs) (POLICY)

ThisisaPOLICY Memorandum. It expires when its content is included in DLAD 5000.4, Contract
Management (One Book), not to exceed one year. Target Audience: All DCMC employees involved in
organizational performance analysis and in preparation and briefing of MMR topics.

DCMC will engage in MMRs for the purpose of assessing organizationa performance, performance
improvement efforts, and resource management status. These reviews will be presented to the Commander,
DCMC, by the Headquarters staff and District Commanders acting in concert to present a comprehensive and
accurate picture of the state of the Command as measured against the performance targets and tasks established
in each of the Performance Goals of the current DCMC Business Plan. Changes to the MMR process will be
made as we gain experience with the specifics of the Management Reviews.

The agenda for all MMRs is attached (Attachment 1) and includes: a) required elements to be briefed for all
of the MMR topics, b) a methodology for performing basic performance analysis and reporting on the same, ¢)
ameans to determine the overall status of selected metrics, performance goals and resource management areas
for exception reporting purposes, and d) examples of standard type charts used for the MMRs. Attachment 2 is
the outline of the coordination to be accomplished between the Headquarters and Districts in preparation for
MMRs.

The Business Management Office has lead responsibility for the MMR. However, all issues regarding the
MMR will be fully coordinated with affected Headquarters elements. Questions about the contents of this
memorandum or requests for assistance in preparing for MMRs should be directed to:

Ms. Lucy Daris, AQBC, (703) 767-2425, DSN 427-, e-mail: lucy_daris@hq.dla. mil
Ms. Deborah Tomsic, AQBA, (703) 767-2448, DSN 427-, e-mail: deborah_tomsic@hq. dla.mil
Mr. Richard Home, AQOG, (703) 767-2359, DSN 427-, e-mail: richard_horne@hg. dla.mil

ROBERT W. DREWES
Major General, USAF
Commander

Attachments



Management Reviews

Following is the outline for all subsequent Monthly Management Reviews (MMR). Future
MMRs will serve the same purpose as were previously done by MMRs and Business Plan IPRs.

The outline for the MMR has been structured so that it can effectively be used for oversight of
our basic management activities and with minor variation, cover performance review, performance
improvement review, and resource management, whether the review is used interna or external to
the Command. The MMR may be modified from time to time to accommodate and emphasize
topics and forums that will occur on a cyclical basis, i.e., Information Resource Management (IRM)
updates, DCMC internal reviews, DLA (external) review, and HQ staff or District briefings. These
variations are noted in the MMR schedule (distributed separately). However, since the MMR will
be used as our principal executive level management forum, we will include all areas noted above in
each review and will modify the presentation time and format as appropriate.

Administrative | nformation

. Briefings will be presented by the DCMC team - HQ and Districts. Briefings will be lead by the
HQ staff, however, every fourth MMR will be lead by the Districts and as such, there will be a
District emphasis during those briefings. The general approach for briefings will be:

. HQ Staff (AQO/AQB) will give a Command overview for each topic (Mission Performance,
Performance Improvement, Resource Management)). That overview will start with a matrix
that shows the Command and separate District ratings (Green/Y ellow/Red) for that topic.
That will be accompanied by specific issues/analysis/etc. necessary to explain ratings less
than Green for the Command. HQ will not provide explanation for/analysis of District
ratings. Districts will address their Yellow or Red ratings but should also comment on any
area rated Green where information would be of interest/concern to the Commander,
DCMC.

. All HQ staff elements and Districts will participate separately in the Commanders
Assessment portion of each briefing.

. The depth of the briefing will be governed by the time available for each briefing (see the
MMR schedule). Presenters will adjust the amount of detail in their presentations (verbiage
vice charts) to enable the overall briefing to be conducted in the allotted time.

. Briefing Charts:

. ALL charts will be annotated with the applicable reference in the Business Plan, i.e., 96-1 is
Goal 1inthe FY 96 Business Plan, 97-2.2.1.1 is task 2.2.1.1 in the FY 97 Business Plan.

In cases where a metric is not in the Business Plan, indicate NA as the reference.

. Chart information will primarily come from existing information reporting systems (e.g.,
EIS, ITS, AMS (PowerPlay), etc.). Standard formats shown on the attachments consider
existing information reporting system outputs/screens. Presentations will have to be
“manually” produced (vice cut and paste from existing systems) until system modifications
accomplished to update them with current metrics, Challenges, initiatives, etc. HQ and
Districts will use standard formats in DCMC standard (PowerPoint) graphics software to
ease the transition to an optimally automated MMR presentation.
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Mission Performance - Metrics

. Topics: Top 7 Performance Metrics and supporting —~ feeder" and ~ complementing”
measures.
Presentation:

. A brief overview of all metrics noting the percentage of top level and
feeder/complementary measures that fall into each of the three categories - standard
chart with category array at Attachment 1. Criteria for determining metric status at
Attachment 2.

. Then brief each Top metric and then the associated “feeders’ and “complementing”
measures for that metric - standard chart at Attachment 3. Comments for brief at
Attachment 3a.

. Issues to be addressed and supporting charts for data/performance analysis at

Attachment 4.

. Brief the Performance Goals from the Business Plan that are intended to/are impacting
the top level, feeder or complementing measures as the measures are briefed (i.e.,
Performance Goal brief will immediately follow the associated metric vice all metrics
then all Performance Goals) - standard chart at Attachment 5. Comments for brief at
Attachment 5a.

. Issues to be addressed:

. Progress against established milestones (for tasks and plans for the Performance
Goal).

« Assessment of ability to complete future milestones on time.

. Impact the Performance Goal is currently having on performance. (There may
be an additional metric, other than the applicable top level, feeder, or
complementing metric, that the Performance Goal (initiative) owner is using
specifically to determine early impact/benefits. If not, the impact should be
evident on the applicable top level, feeder, or complementing metric.)

Performance Improvement - Performance Goals (Challenges and other initiatives)
. Topics:

. Overview of the Performance Goals.

. Other Performance Goals per Business Plan except those that relate to Resource
Management or have been briefed as part of the Mission Performance explanation. These
are briefed by exception, those rated Yellow or Red. See Attachment 2 for rating
criteria for Performance Goals.

. Presentation:

. A brief overview of all Performance Goals noting those that fall into each of the three
categories - standard chart with category array at Attachment 6. Criteria for
determining Performance Goal status at Attachment 2.

. Same as above (Performance Goals) except: 1) do not include Resource Management

related Performance Goals that will be briefed below and 2) note in the presentation what

the intent of the Performance Goal is since it is not automatically associated with a metric



as is the case above - standard chart at Attachment 5. Comments for brief at Attachment
Sa.

Resource Management

. Topics:

. Overview of Resource Management/Business Performance Goals - standard chart at
Attachment 7.

. Budget Execution - Standard chart at Attachment 8.

. Personnel (Full Time Equivalent Execution) - Standard chart at Attachment 9.

. Automated Systems (AQAC only - format determined by AQAC)

. Presentation:

. Brief overview of all Resource Management/Business Performance Goals noting those
that fall into each of the three rating categories - standard chart with category array at
Attachment 7. Criteria for determining Performance Goal status at Attachment 2.

. For Budget and FTEs:

. For Performance Goals that are logically a part of Resource Management - Same as
above (Performance Goals) except note in the presentation what the intent of the
Performance Goal is since it is not automatically associated with a metric as is the
case above - standard chart at Attachment 5. Comments for brief at Attachment 5a.

Commander’s Assessment
. Topic: Prediction of state of organization at end of reporting/performance period (i.e., end
of FY). “Macro” level view that considers factors outside the scope of any separate

Performance Goal or Metric. All Commanders brief.

. Presentation - standard chart at Attachment 10:

. Prediction of overall success in meeting performance goals/targets based on
progress to date and impact of actions yet to take effect

. Factors impacting ability to succeed.

. Etc.

Action Item Review

. Topic: Open/completed action items from previous MMRs.

Presentation: Description of action item and status on chart; DCMC Commander will review
and may ask for information as required over and above what is on the chart.
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Matrix Overview/Rating Summary for Metrics, Business Plan Performance Goals, and
Resource M anagement topics:

In order to make our Monthly Management Reviews (MMR) more efficient we will use a
visual rating system for all the separate metrics and activities. This will give us a quick picture
of our performance and/or accomplishment level. It will also allow us to note up front in the
MMR what topics we will present in more depth later in the briefing. The rating system will use
three colors to denote status - Green, Y ellow, and Red.

Metrics (top level, feeder, complementing) will be rated in accordance with the following

criteria

Green:

. If there is a target performance level, that target will be met based on an analysis of the
current performance and/or the resources allocated and process changes made. OR

. If there is no target (Command/District/CAQO), performance is improving or remaining
steady.

Yellow:

. If there is a target performance level, that target will likely not be met based on an analysis of
the current performance and/or the resources allocated and process changes made. However,
the target can be met if allocation of additional resources and/or other process changes are
made. OR

. If there is no target (Command/District/CAO), performance is steady but in jeopardy for
some reason.

Red:

. If there is a target performance level, that target will not be met based on an analysis of the
current performance and/or the resources allocated and process changes made. OR

. The target cannot be met or cannot be met unless significant resources and/or process
changes are made that will jeopardize other performance areas. OR

. If there is no target (Command/District/CAQ), performance is declining.

Performance Goals will be rated in accordance with the following criteria:

Green:

. All milestones (for applicable plans and tasks) due as of the current date have been met
and/or future milestones are very likely to be met in the timeframe scheduled. AND

. The metric that the goal is designed to impact, if applicable, is very likely to show the
magnitude of the impact predicted when the activity was initiated. AND

. Performance, as measured by the performance indicators and described by the goal, is
acceptable considering the point in time during the fiscal year (performance period). AND

. No additional resources past what was originally budgeted are required or additional
resources are required and can be reprogrammed at no detriment to other goal stargets.

Yellow:

. All milestones (for applicable plans and tasks) due as of the current date have not been met
and/or future milestones are very likely not to be met. OR

. The metric that the Goal is designed to impact, if applicable, may not show the magnitude of
the impact predicted when the activity was initiated. OR

e R



. Performance, as measured by the performance indicators and described by the goal, is not
acceptable considering the point in time during the fiscal year (performance period). OR

. Additional resources past what was originally budgeted are required and reprogramming of
fundsis not possible without detriment to another goal/target.

Red:

. All milestones due as of the current date have not been met and/or future milestones will not
be met. OR

. The metric that the activity is designed to impact is not going to show the magnitude, or any
change, of the impact predicted when the activity was initiated. OR

. Performance, as measured by the performance indicators and described by the goal, will not
be achieved by the end of the fiscal year (performance period). OR

. Significant additional resources past what was originally budgeted are required but are not
available within current allocation.

Resour ce Management Performance (Budget and FTE Execution) will be rated in accordance

with the following criteria:

Green:

. Actua performance is <or=.5% (+/-) of the planned level for budget as of the current date,
Actual performance is <or=.5% (+/-) of the planned level for the annual “improvement”
increment for FTEs. AND

. The annual plan/improvement increment will likely be met.

Yellow:

. Actual performance is >.5% <or=1 % (+/-) of the planned level for budget as of the current
date. Actua performance is >.5% <or= 1% (+/-) of the planned level for the annual
“improvement” increment for FTEs. AND

. The annual plan/improvement increment will likely not be met unless some change is
implemented soon.

Red:

. Actual performance is > 1%(+/-) of the planned level for budget as of the current date.
Actua performance is> 1% (+/-) of the planned level for the annual “improvement”
increment for FTEs. AND

. The annual plan/improvement increment will likely not be met or financial management
control documents (Monthly Obligation Plan (MOP) or FTE Projection Worksheet) have not
been submitted or are unacceptable.

Note: Dealing with apparently/real erroneous data.

- If the data that portrays your performance is known to be incorrect but you can produce the
correct data, use the “manual” data to rate your metric, advertise the fact that you are using “non-
system” datain your presentation, and take appropriate action to correct the system data
immediately.

- If the dataisincorrect and you cannot produce the correct data, do not brief the performance
and analysis of the metric if the erroneous data could effect the rating/analysis. If you can
effectively eliminate the erroneous data from your rating determination and analysis, continue
with the rating and analysis, advertise the fact that you have discounted the erroneous data in
your presentation, and take appropriate action to correct the system dataimmediately.
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Metrics Performance Analysis for Monthly Management Reviews

+  How are we doing?
. Going to meet target?

+  Doesthetrend look favorable? Trend analysis (hybrid): plot some dots, put a line down the middle,
if extended to end of year doesit go through or to the good side of the target value? (Note: Trend
should be alogical result of whatever was done to change the process. )

« Yes- go to next metric

« No - find out why?

. There is no target - now what?
«  Are we maintaining performance level? Trend analysis again - see if the line goes through or to the
good side of the baseline value (the year's starting position) at the end of the year.
« Yes- Go to next metric
« No- Find out why?
«  Why?
+  Three reasons:
« Reason 1- Operating elements not performing to process capability (operating €lements are

Districts/C AOs/individuals from HQ perspective, CAOs/individuals from District perspective,
individuals from CAO perspective) and/or,

«  Review operating element (District and CAO) performance
«  Are they the apparent reason for not projecting/achieving victory or for taking the nose
dive? Quick and dirty:
«  Compare the performance of the separate elements in a Pareto diagram to the average
of the operating elements.

« If the “outliers” (significantly different than
others) were performing at the average for all
operating elements would victory be at hand? Average Good

« If therest of the operating elements (non-outliers)

were performing at the average level of the best
three elements, would victory be at hand?
(Presumes the top dogs are playing by same rules

as rest)
. If Yes- Go visit them - carry the word - show
them the way
« If No- Go to Reason 2.
« Reason 2- Something is amiss with the process
« Do “root cause” analysis of process - MUST know what drivers of process are and have data.

« Look at performance of ALL process drivers (ak.a. - “feeder” metrics, critical process
variables)

« At least one should be exhibiting performance that
would explain lack of performance (see “Going to
meet target?’ above). May have more. Some may be
going south in a big hurry while others hold steady,
easy to attribute blame. Some maybe getting worse
while others getting better, not so easy.

« If yes- Do root canal on one(s) in trouble
« Ifno- Goto Reason 3
« Reason 3- Nothing done to change process (includes resources
used to execute the process)

. If you did something it evidently didn't address the process drivers. What's the new plan?
. If you didn’t do anything, what's the plan?

AT
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Time Phased Sequence of Stepsto MMR Presentation

Final Briefing form:
(Briefing is ready for presentation in electronic form; can print at last minute from this media)

. Point Paper read-ahead to DCMC-D (AQBC/AQBA/AQOG; D-2)

. Final adjustments based on AQO/AQB input (AQBC/AQOG/AQBE; D-2)
“Pre-brief” at AQO/AQB level (Team Chiefs; D-3)
. Charts - Metrics/Performance Goa sResource Performance - performance plus analysis)
. Taking points for above (integral part of presentation charts)

. E-mail “final” form to all others (Districts/HQ) (AQBC; D-4)

. Put in “final” form (AQBC/AQOG/AQBE; D-4)

Draft Briefing form:
(Briefing includes all information/data, including talking points, arranged in proper sequence in any
easily transferable form):
. Review at District/HQ level - team leaders at HQ and ops/budget chiefs at Districts (D-7)

. Charts (Basic performance/accomplishment plus analysis) (charts can/should be hand

drawn/written)

. Taking points for above (explanation of . ..)

. Determine status of actions on performance goals

. Rate metrics and Business Plan performance goals (G/Y/R) by DCMC/E/W/1
(HQ initiates VTC/Teleconference (w/fax or e-mail copies) with Districts to conduct real time review of
draft charts and order of presentation; process owners/champions and resource managers/planners
(business office) included.)

Analysis Coordination:
(Process owners/champions agree on cause of performance to be briefed)

“Agree” on performance analysis - cause(s) of performance (D-10)

. Pacing operating elements (CAOs)

. Basic process driver(s)
. Exchange analysis charts (HQ/District)(D-12)
(HQ responsible for leading analysis of basic process driver in coordination with District process
champions; Districts responsible for doing pacing CAO analysis; analysis charts are exchanged and
subject of conference call; parties agree on cause for each District and Command overall performance
during call; may acknowledge that they cannot determine root cause at present time.)

Performance Coordination:

(Process owners/champions agree on performance numbers that will be briefed)

. Agree on basic performance numbers (HQ/District staff) (D-16)

(Conference call initiated by HQ metric owner with all Districts; review metrics on linein AMS;
establish schedule and responsihility for any actions required to “correct” data.)

MMR Theme/After Action Items:
(HQ establishes “theme” for next MMR and publishes Action Items)
. HQ (AQO and AQB) establish theme for next MMR (AQBC/AQBA/AQOG)(D-25)
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(HQ sends e-mail to District Ops Chiefs and Planners which provides guidance that all parties use to set
priorities for analysis of performance and presentation)

. HQ publishes Action Items (AQBC)(D-25)

(HQ sends e-mail to District Ops Chiefs and Planners which includes all action items from previous
month’s MMR.)

. HQ owners debrief District owners (AQO/AQB staff)(D-27)

(HQ process/measurelinitiative owners call District POCs/champions/owners - relate what was discussed
at MMR re their areas of interest, to include mention of lack of discussion if that was the case, and
overview of MMR in general.)

Before

The graphic at the right illustrates the difference between
the way coordination and information exchange was
affected (Before) in the past. The “After” position shows @~
how it will be affected using the coordination scheme
outlined above. Process owners and champions in the
Headquarters and Districts will function as a team in not
only performing performance analysis but in producing
comprehensive plans to improve performance After
(Performance Goals).




